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MEMORANDUM FOR: D/DCI/IC

SUBJECT"

1.

: Proposal for Upgrading and Vitalizing.the

Government's Human Sources Organization

For more than six months I have been an observer

and participant in your indefatigable effort to mold the

USIB Human Sources Committee into an iﬁstrument that will

’carry‘out the human source collection and reporting missions

that have been so well defined by the DCI, the PFIAB, the

. Rockefeller'dommission Report, the Murphy Commission Report,

ana'particularly by Senator Mansfield's supplement in the

Murphy Report. All . these reporfs,'begiﬁning with the

excellent characterization of the subject and recommendations

by the PFIAB in its 1973 report, are unanimous in finding

“that information collection, processing, dissemination and

‘production from the human. resources available to the national

government is inadequate.- The structure is in disarray.

2.

In all of these findings of inadequacy, there is a

uniform failure to identify the key element which contributes

to the disarray. This failure may arise out of narrow

bureaucratic motivations of the individual agencies. We

in the Intelligence Community, however, who have concerned our-

selves with the search for solutions to these natignal—level

problems in the past year have had no difficulty in

identifying and articulating this element:

The Intelligence Community and the
elements of those agencies that are considered

to comprise that Community are not the potential,

‘'or - actual primary producers of human source

collection and reporting.
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The bulk of the national government's information collection
and production is performed by non-intelligence agencies.

These traditional.old-linc departments (such as Treasury,

Agripulture, Commerce, State) (the State INR element is con-

sidered ‘part of the Intelligence Community, but State

itself does not regard itself as such) do not consider

'tﬂémselves part of the Intelligence Community and they
. culturally do not approve any activity that they consider

'riskiﬁg their contamination with intelligence and particularly

CIA.. This cultural attitude cannot be overémphasized in its

impact.oh government human, source information collection and

reporting. To these agencies.CIA is the "dirty tricks"

organization énd this element outweighs and over-shadows the

fact that the bulk of CIA's work is the same kind of overt

-collection, research, and analysié which the older-line

agencies have been performing, often in antiquated fashion,

for generations.

3. To achieve effective'national human source cohesion
and ‘for information collecéion and production, thesg
crippling cultural and ofganizational impediments must be
removed., The presently designated Intelligence Community
and non-intelligence agencies must be unified in their

information gathering and reporting activity.

4, The creation of USIB's Human Sources Committee was

a proper first step in the direction toward which the PFIAB

/
HUMINT report and related guidance pointed. The progress

that you have made with this Committee, -particularly with

the FOCUS exercise, has so far been commendable. Rggrétfully,
however, it has been your person;laeffo;t and not the
institution itself that has achieved this progress. Your
personal efforts and the cooperatﬁon you generated from the
National Intelligence Officers and others has accounted for
this progress. The main benefits of the FOCUSbexcréises,

2
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and rélétod exercises,‘have been lafgely indircct in
Vbringing'analysts togetuer and in faciliiating awareneéé

by Ambassadors ofrtheir'ovcrt"ihformationlrcpoftinq rcsponéi;
bilities. Other Human Sources Commlthe actlon plan 1tcms-
are nobie in their purpose but dcpendent for cxecutlon on

the goodw1ll of the lndiv1dual,agcn01es.

‘5. Within recent wéeks, thé Senaﬁe Seléc£'Committeé
Staff has seized upon the Human Sources Commlttee (perhaps
'because of presumed analogles with the SIGINT and COMIREX
organizatlons) as the key mechanlsm for the national manage—
nent of the government's human sources. The Senate Select
Committee Staffis investigations began with orai debriefingé
of émployees coﬁcefned'with the human source requiréments
process. Unfortunately, some of the interviewees were not
chlection managers and did not understand the procéss<for
levying of requirements for human source collection, nor the
subsequent opcrational phases. Iﬁraddition to requirements
.genefation factor;per Se, the:Senate Select Committee
in§estigators zeroed in on-the mamner in wﬁich human source
requirements drive the allocation mf human resources. Haviné
now completed their oral debriefings of these topics, the
Senate Select Committee investigatoré'have submitted a request
. for a written exposition of DCI and Community management and
direction of human source requirement gneration and resource
allocation. 7

;-

I:6.i As you know, of MPRRD has 25X1

been preparing the response to Lhe Senate Select Committec
on this topic and I have-provided oral and written material
to assist in this task. It cmergeé clearly that the Senate
_Select Committee Staff has identified the Human Souﬁces.
Committee, not suprisingly, aé the only central organ in the
qovcrnmont res ponqule for managomcnt of human -oufccs.
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Egqually, unsurprisingly, the Commit'tce Staff is finding that
the Human Sources Committee work is inadequate in two

primary areas of concern:

IO .Requirements

- Allocation of resources,

_it may thus be expccted that the'Senate.Select Committee_staff'
will conc;ude that this aspect of the government's manaéement

. of human sources is ihadequate—fa concluéien that we, PFIAB,
the Murphy Commissidn,'and all others concerned with this at
the natlonal level have long known. 'Af the same tiﬁe, however,
ny 1mpre551on is that the écnatc Select Committee staffers

are finding that the Human Sources Committee‘COneept is new,
has ‘'not had time.tQ.be fﬁlly effective, is cognizant of its

. responsibilities, and is making slow progresé.. But I believe
tﬁe conclusion will be drawn, correctly in my View,.thet

satisfactory long term progress cannot be made with the

present or any 51m11ar organization.

.7.l'As'y§ﬁ and I have recently discussed ihigéﬁé‘aéﬁéii,
the Human Sources Committee as'presently conetituted (your
energetic leadership, patience, cajoling, and superb
persuasive efforts notwithstanding) is making inadequate
. progress--with certain exceptions such as FOCUS, the secondary
fall-out from that effort, and on'some of the other action
items in the program. The Human Sources Commi@tee and its
zmethed of operatioﬁ, i.e., via sub—committees manned by
' part1c1pdt1ng agenc1es is an 1nadcquate method for acconpllshlng

the action program tasks. The main reason for this is:

. There is no adequate_mechanism for
executive management of the actlons .and

7901;01ec decided by thc Commlttce
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onc of the main reasons for inadcquate management fbllow~up
is the-&eak menbership on the Committee. The Committec
members are mostiy thirxd cchcldn representatives of thoir
principals. It has frankly been dismaying to me to Qatch
you, a genidr govefnment official, breside over Human Soufces
Committee meetings eloqﬁontly and patiently pleading,' |
'explalnlng, urging, and persuading Commlttce members to get
on with various programs when the junlOl pcrsons you are
addre531ng often neithexr understand the:lmport of the major
.quéstions you are addressing nor have the etature or
Articulateness to convey to tbeir principals what ydur
leddorshlp 19 plomotlng There is a more serious aspect to
.fhls problem: AL Lhe rlsk of belng conqldered cynlcal, I
submit that some of these same Human Sources Committee members,
who probably do in Various forms réport to their principals,
also perform for their principals a_ service as "screenexrs"
whose purpose is in part to keep Human Sources Committee
acthlLy away from the parent agency so that it can go about
ts own affalrs ‘as it qées fit W1Lh mlnlmum Human Sources'

Conmmittee interference.

- 8. The iack of seriousness by partigipating Human
Sources Committee agencies is no more'cléarly illustrated
than in the case of the Department of State whose reﬁresentative
haé no experience in embassies or diplomatic missions abroad
and who has never even met his principal, the Director of INR,
which provides State's IHuman Sources Committee membér. While
the State example may be extreme, some of the other ageneies
conduct their Human Sources Committee representation in.a

similar vein.

9. Two principal factors work against [luman Sources

Comnittee effectivencss:

&

e
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a.” The mediocre members supplied by the agencies
and the lack of seriousncss by both members and ‘ RN

agencies.

. b. The fact that major government infor-
‘mation gathering and reporting agencies are not-

represented in the Human Sources Committee.

.Several measures are needed to make national government human
source collection effective. The above two considerations
are.starting points, but a key organizationél aspect - must

be reemphasized. N

~.10;’ That Lcy organ17atlondl aspch 1s the fact that
the major forelgn 1nformatlon gathering and reporting
organizational entity of the national government is the
embassy/diplomatic mission abroad, which in nearly every
instance is hcaded by an Ambassador( Embassies cohsist of

elements representing national agencies, many of which are

. ..not 1ntclllgcnco agen01os, arc not represenLed 1n U%IB or

any of its suboadlnatc organ17atlons, and yet are major

foreign information reporLers.

-*Eﬁéh*agéﬁciééééhéh'aéﬁStdte”aﬁé?Defenséﬁ*elementsﬁw-
of which are technically represented in USIB at the national
‘levél, have major bureaus and cdmponents which collect and
report information but which are not in fact effectively
-rcpresentcd in or responsive to USIB initiated guidance.
Examples: The Political and Economic Sections of tge

Foreigﬁ Service (which afe not'directly-or adequately
represented in USIB or the Human Sources Committce by INR),
and the MBAG missions and Defensé Secur;ty Assistance missions
of the Defensc Department, which also are not represented by
DOD mcmborshlp on USIB and uubordlnatc groups. The Murphy

Commission Report stresses that reporting by the lorcjgn

G
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Service.is inadequate, particularly in that which the
Commission cal1u lroreign As e*rmcnt Reporting (field reéortiﬁg
and analysis) is not being adcquatcly performed. 1/ Tﬁe
Murphy Commiq31on RCpOlt goes on to note that many of the
other agen01es of the govcrnment wﬁich it calls the
"domest:c" agencies, such as Agrlculturc, Treasury and others,
.have international affairs act1v1ty and representations at
embassies abroad which do extensive foreigh collection and
reporting. The PFIAB Iluman Sources Report eloquently and
preéisely identifies these same eclements. FEach embassy and
ldiploﬁatic mission abroad ‘is a conglomerate of the ﬁational—
level agencies, of which only a few are eiemcnts of intelligeﬁce.
organizations pér se, and thus responsive difedtly to national-
- . “level intelligence community management and direction. The
Ambassador, on the 6ther hand, who'is the representétive of
.thelggesideﬁt.and by:étafﬁté‘ahd exécﬁfive oraerﬁiéj
réépbhsiblé'fof;the“méﬁagement‘of:the embdsSYPsfextéhsivé'
.overt 1nformatlon gathorlng and reporLlnq capablllty 1s,

'on Lhe wholo,-lll equlpped to perform thlS functlon THe

State Department itself 'is neither orgdnized nor culturally

1ncllned to qupply Lhe Ambassador Wth what he needs. to

tfulfl this complex ro e.;'INR,.whlé LG
the technical responsibility to provide sﬁcﬁ staff support,
has never done so, is not equipéod to do so now, and its
lmanaqemenL has consistently been reluctant to bccome active
in this regard. In fact, INR's attitudes in partic;pation
in the Human Sources Committee have indicated the syndrome
of the "screener" deséribed in paragraph 7 above. The
ambassador's overt collection coordination rcsponsibilities

must be enhanced (with due special'considcration for DDO

aspects) and he necds the necessary support.

l/ Indecd "what we are sugqesting is, firstly, that this
responsihility has become the most important single
function of the U.S, Embassies abroad" (page 118,
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12, Based on-cxpericnce with;tho lIuman Sources
Committec and comparinq that expericnce with that of the
SIGINT and the COMLRLX Comm:ttccs, it is difficult not to
concludc that a Comnmittee such as the [luman "Sources CommLLtce
éannot manago, from the roqulromcnts or allocation of
' resources p01nts of v1ew, a human sources structure as complex
and dlsparato as that in our national govornmont Such a |

-Commlttee, particularly as it has been constltuted to daLe,
cannot depend upon its constituent agcnc1es to carry out
cohesively and effectively the policicsiand actions that
the Commlttee determlncs _ There are specific actidﬁs which
neod to be taken to stluctﬁlc a mcchanwsm Lhat 1q responulve
to the Pres 1dcnt s d951rea, the DCI s rospon51b111tlcs, fhe
injunctions of the PPIAB the Murphy Comm1551on flndlngs/

2/

Senator Mansfield's comments <=, "and the findings of other

. authorltleq who have addressed thesc questlons The follow1ng _ .

conolderatjons are phJLlnoni to drtlon 1ccommnnoatlon"-

~a. The managemeni of the govornmoni'*
human resources, belng both 1ntclllgence and non—
intelligence in nature, is more complcx than thc

managemont of the SIGINT and lmdgerj Iutcllwcenco

programs.“ Yét is 1t noted that both of Lhe 1atter"

programs have large management staffs;

b. Committees cannot manage without executive

 arms. Committees are useful for the forinulation
. 7
of policy but not for its execution and managenment.

2/ Senatoxr Mansfield (p. 232 of Murphy Commission Report) :
My ‘beliecf is that the CIA, with all its blemishes,
remains at the heart of our intelligence opcrations..;
I agroc LhaL the DCI shoﬁld be givoﬁ cnhanced control

'novor coordlnat1ng Jntclllgonce and should have fullces L
accc 35 to tho Prc%;dnnt ' |

13
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¢. DBecause the ovorsgas.cmbassy and diplomatic
'miSSion housev a variety of national agency rcprosbn—
,‘tatives, it is v1lal that the llnhage botween the ‘
Wauhlnqton level managomcnt of the 1nd1v1dual
organlzatlons represaned at Lhc cmbassy and the
"embassy s local collcctlon and reporting managemeﬁt
by the Ambassador be structured in.such a way thdt,
there is immediate and continuing responsive
édilective and individual linkage.rjﬁﬁring the past
couple of years, I have had extensivé discussions
with Foreign Service Officers from the juhior-ﬁo the
senior level on inféfmatiqn ggtpqriné_and %épgyyiﬁg
manageménthatjembaséiés, qgﬁ bnly_ﬁith ?déard'fo fhé
Politipal énd<Economic Sectiéns rcpofting but‘oﬁ the
entire spectrum of agency ?epresentatidnv at embassiec.
<. ‘In-no .case .(and. 1 estlmate that I have dlscussed ths

_w1Lh rcprescntatlvc OL at l@dst 35 dlfiLTCﬁt cmbaP<Jcs)

.has any *enlor offlccr sald fhat Lhere 1s any concortod SO e
'“effort at ccntral'management-of ‘information gatheringj:T\
“and réporting at any embassy. At the same time

(specifically at a recent Deputy Chicfs of Mission

fsemlnar at ‘which: I" revlewgd ths .subject at length),

there appoarg to be unanimous recognition that the
Anbassador's responsibility as the coordinator of
overt collection and reporting by all agencies
.”repfesgnted at his eﬁbassy ié a hecessary‘function
 -whi§h is rarely carried oﬁt'becausc there is ﬁ;
‘ agsistanée to the Anmbassador in the form of doctrine

or other support.

‘d. A sub-element of this embassy collection and
-reporting management problem is the increasing
importance of cconomic inthligopce collection and

“;1cp03L1nq manaqomcnt Tﬁiﬂ ﬁubstantive aroa‘js
hc-mq attac J od me(( --mcml and di stan]]y ' Tt must
“'ho‘mndo a’ pxxt of the Lotdl lmman source collaclion

and repovbing proconsg at cndoissios.
Approved For Release 2004/12/22 : CIA-RDP80M01133A000100160004-7
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13. DBased upon the above considcrations I make the
followlng rccommcndatlons for a revamplng of the Human
Source.~ Committee to accompljah thc jOb whlch Lhc ndtlonal

level government requires:
A3

"a. The Humaﬁ uOUlCOS CommJthe as prc entlyl'
constituted should be abollshcd and a new body
should be formed. .The new'ﬁody must beia,policy

-.making body. It should not bear thé unfortunate
iabei of intclllgence. The mcmbcrshlp of this body
must be upgladcd The DOD representative, for~
.examp1e, should be, Gcnerdl Crlttenberger,‘th?>_'

“Department of State repregcntatlve should at a$:J
mininum be Ambassador Kirk. Prefelably the SLatg
iepresentative should not be from INR but from
Undergcc1cta1y Sisco's offlce Simi]arly,

roprorcntatlon= from ihc other agcnc1es muot be
REL T ';7¥~upgradédito général?Or*équjalent_dffide:irankk.L:ﬁr
0T The Committee should be réhamed: the -
RN N -3¢nmiﬁEofeign”Infdrmatiqn coordination Council.” -

The Council would set policy in the human sources

CiNEbrmation “gathéring and reporting -field, st

SRTTAES I FC R Ly o3 LR P T AR TRLR TS D A0, N T Bttt . .
AL . B I T IP et T R i T e e I g Bt T Tl e R e

¢. 'The Council should be»expanded to-include
ﬁemberqhip by all agencies of the national
government which have national- lole information
tgathcrlng and reportlng rcspon51b111ty and repres-

entatives located at overseas embassies and

diplomatic missions. This involveg an ecxtensive
expansion of the Council and should include thmerce,
AID, USIA, Agriculture (Foreign Agricultural Service),
ngfcnse‘Assistance SecurityiAgency (and other Decfense
bégéﬁéiés'with reporting potential), Department of

-10.

: . ) . ’ Loy,
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Labor (Labor Attaches), ERDA, NASA, and other
scientific and Lechnlca] agencies which have

roprcocntatlon abload

$od. As.a policy'bo&y, tﬁe Cdungil should meet no
‘more than once a month. Tts policy deliberations
should include genqral'acrion programs.sudh as
previously considered by thé Human Sour;es Committee,
‘.but éarticularly a ccntralized inforﬁation gathering
and reporting management pian.based,on.the National
HUMINT Plan prcsenLly being prcepared. (I am searching
for another name for the Natlonal HUMINT Plan to
‘.ellmlnate Lho word HUMINT and Lo repldce 1t w1th aiwn*
'word thaL is more compatlblc w1th thp interests and
cultures of the non-intelligence agcncrés.) Tho
VCoun01l would set rcqulrements and resource allocatlon

pol:cy (w1th ILAC coordJndLLon) dnd Lhe mduagcment

group (see below) would translate th’s pollcy w1th

S p<spec1f1c resource allOﬂatlons on an 1nteragcncy

"con¢uliatlon ba51s _ BoLh Counull and Management Group
I R R R - : ST e TR

'muqr have requlremcnts and resourée allocatlon

funetions, . ...

“e. fﬁé exédutive“aréﬁSf.tﬁéubouhciipﬁéula‘Bé:;‘J‘
management group, a merger of the Executive Secretariat
with the DCI's Intelligence Community Staff Human

- .Sources component. This arrangément is already working
Woil under thé auspices of the Human Sources Committee
and would require moderate adjustment.. I am attaching,
to refresh your momory, a document which was recently
preparéd on staffing requirements for the present
Human éources Committee. Tho managomcnt/cyccutive arm
WJ1l be. TC&pOhSJb]O at the tcchnncal lavel to

I.)t1mu1aLu the ;ndlv1dual aggn01c$ to carry dut actioﬁs

11

g v L
(ALY

* Approved For Release 2004/12/22 : CIA-RDP80M01133A000100160004-7



ey

Approved ‘For Release 2004/1 ZIéZ.Lf-ﬂA RDP80M01133A000100160004-7 -

“in futho;anco of the policy decisions of the Council.
For‘ouch a managemcnt group to be effective, we will

‘need to augment our staff. That is the reason I

desire-to acquire the services of| Iand

one or two- Foreign Serv1cc officers. in addltJon toil

25X1 who is scheduled to report for duty

on 15 September. This intc;agency-cxeéutive'managef
ment group would become the action agent for the
. human sources council and would in effect be combined

with the Council's Secretariat as one organization.

25X1 : In addition to | |and the poss:b]e.

_‘addltlon of the For01gn Serv1cc Offlcer I wou]d

ulge thc aSQ1gnment to thlS managcment group aJso of

25X1 o to prov;de the ncccssary 1nLc1£acc

with the economic intelligence communlty and the
management activity that needs to be carried out

with Amba%sadors and cmbaq 1eg on behalf of the

fCouncnl 1n the cconomlc arca

14. Therc are burcaucratic and practical diffiéulties

:infiﬁé iﬁpiéﬁentatiéﬁwéf'thié?plan;""fﬁé;chiéfﬁprBCitioh“-

will arlqe from the Department of Statc Wthh will conqlder

V. - -.‘ . x‘,- !
.g embasoy 1nformatlon

R

,'éaufcrlné and leportlﬁg‘dl..bc1nq uuurpod In facL State
long ago abdicated this responsibility and has no structure
to'manage such an effort. . The Prcsiaent‘s chigf intelligence
.offiéer “the’' DCI, ought to be the managex of this effort
and I bellevc LhaL potential State objepilon can be overcome
~with State‘s participation on the Council and at‘every level
and stage of implcmentaﬁibn of thesc activities. This
includes.State's participation in the interagency managcment
'gfoup in thc.Intclligencc Community Staff and on the
Sogrctg;i?t. :Bascd on my ¢xtensivc discuséions with Fsofs,

a2

ER

[
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State docs not have a substantive leg to stand on and I

believe that we can make this case if we tool up propérly.

.15. To launch this pfogfam; wc_mékc‘a threc—prong
- attack:
-‘:a.- A "progress report" and réo;géﬂiéation
proppsal td USIB‘by you-as Chairman of the
‘Human Sources Coﬁmittce on the basis bf‘morc
- than six~-months expérience, drawipg upon the
" contents of this memordndum; as well as your own ’ : s
experienée. A point paper or any other material
you need for this pﬁrpose can, of course, be

PR

cirprepatedl v TEA YL TR N;“**T“K:Tlf° “““”‘”""ﬁ“*i’_u-;"va

b. A briefing of PFIAB. PFIAB nceds to know
that its 1973 recommendations have not been
. carried out primarily because of the lack of

cooporatlon on the per of Lhe Dopaltmcnt of SLatc

i ”and tho o%her non- 1nte]11gnnce agonc1eq. Thlslf'

T S i proposed solution should ba” presented Lo PFIAB
‘;gwlth.any;moq;flqathn_that wevm@y dev1se[vquthat.‘

it -has opportunity for an input. I am prepared

25X1i* R o) sound out i (aiDDO colleague whom - R

4 have Known- FoF yedrs) SR e dfiﬁﬁﬁ;éiéo“ﬁ”;“w"2H}”:bﬁ
vprepared to sound out Gordcn Gray on an informal

basis. I have known Gray for some years and have
:dcalt with him in the pdst on clandcstlne HUMINT

matters. I belleve the PFIAB approach shoulé be

kept on.this or similar informal basis rather than

having the DCI take a morc formal testing of the

water.

¢. The National HUMINT Plan (hopefully with
¢ changed name) should incorporate the basic
7 “¢ut1incé of this propo%al w1Lh meha 5is placod-

13 .

' Approved For Release 2004/12/22": CIA-RGP80M01133A000100160004-7



25X1

~igouncil,y even though ultlmately replaced by -an - Ambaasador-";hx§%,;j@¢

an alrangemenf I still bellovo is 1he begt one for the long

: frun.- I bellCVC.thdL a Vlce Chdnrman‘could dcvote the nece&—z'

(i(xi"‘"
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“on acceptance of requircments for gatheving
i

information and reporting by all intelligence and

. . E . ; . o
non-intelligence agencies. I have reviewed this

with ‘and he is incorporating these

LY

elements into the draft outline which is now just
about complecte.
16. To carry out this progrdm, we need to augment ‘the

Intelligence Community Stdff HUMINT component. In'aadition,

we should revise the Iuman Sources Committec Action Program B

more in keeping with an articulation of broader policy

questions. The specifics-should then be articulated by the

.IC/Sec;etariqt,Management“Q;oup_forjearly executibn¢~‘Among

Ehe.pressing:priorities’are‘the work we neéd‘fo do“with the

Foreign Service Institute to begin training of human source
collectors in the Fbreign Service, USIA, AID, and related

égehcies. In addition to augmentation of the IC HUMINT

. Tgroup and the Excculee uocretariat, I strongly lccommend
. apponntment of a Vlcg—Chalrman of the new Councll - I belleve‘-w_~

“you Should conilnue ‘as the Challman of thé new and augmentod'

B i TR

Asary cf£01L 1ﬂ Lundcm w1th you Lo achl Ve fa%tcr overall

progress and to promote a better synergistic action between

the policy council and executive management group actions.

2i7.1 i.ameroparcd to present an oral briefing’in
explanétion and elaboration of the above points and would
he grateful for thevoppo;tunity to do so. Pendingwreactions
to the,proposals herecin, I suggest we defer finalizing the

new Iluman Sources Committee Chairman Letter of Instruction.

25X1
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DRAFT'
‘29 August 19757

PHE WHITE HOUSE

Washington

8

‘Dear Mr. Vice President:

The Prosidentﬁs'Foreign Intelligence Advisory Board
in 1973 conducted an examination of the human resources

-information gathering and reportihg activities of national

" government agencies. The Board recommended that the

’Dlrector of CenLral Intelllgence‘Undextahe to 1mprov¢ Lhea..;~xu

- management of 1nformatlon gathcrlng and uLlllzatlon by
national government agencles as a whole. T understand he -

. has implemented some measures, in this diregtion.

e T

In June 1975_th9 Comm1551on on. thc Organlzatlon of

thc Governmcnt for the Conduct- of Forelgn Pol:cy made:
“additional findings and recommendations concerning the need
for imﬁrovement in the reporting of fofeiqn information
from our cmbassies abroad to the national government in

Washington. . ’

Recommendations of the June 1975 Commission Report
included:

v
5

3 nszua
CORET)

CA‘J
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-="The most important modification heeded iﬁ .
© - embassy responsibilities ié to bring a far greater
.emphasis on the analysis of probablé host country
responses to emerging issues of coﬁcern to the u.s,

a function we term 'foreign assessment.'"

N

——The Commls,lon also eregsed the Pr051dent s
-respon51b111tlcs for the cffectlvo performdncc of
£orelgn affairs aqen01es.other than the State
Department and that thc increasing Jmportance of
other foreign afLaqu and "domc tic" agen01cs in

v this aréna should be recognj7ed  I bel:eve that

'thls con001n 1ncludcs the gatherlng and prompt
e '_u,'reportlng of accurate: 1nformatlon to the national

" level of the govcrnment by rcprespntaleos of.all

agencies abroad.

He Combission® fubthor néted that the so
called "domestic" agencies have entered the worild

df intérnational relations in a ‘large way. Most of
these agencies, it further nbted, carry out extensive
contacts with foreign governments. In the course of
these contacts and activities, I believe the
gathering and reporting of information needed by

the national government must and should be a para-

mount factor. Our government must be second to none

in recceiving the knowledge it needs to conduct its
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foreign affairs.

In recent years the gathering and repoftiﬁg of intex-
national economic informa&ion has become particulariy
important, with overlapping reéponsibiiities and partiéipation
by several federal qOVCanenL agencies being of cfitical -

N

1mportance Thcsc agencies Jncludc ihc Depariment of

"Treaoury, the Departmcnt of Commcrco, and thc DCpaltman of

State. Their cffectLve cooperation in 1ntormat10n~gatherlng

and reporting must be assured.

‘"As the national government has seen the need for

;ma551ve increases 1n 1nformatlon from JtS pe lsqnnel,stationed_j
“NU'abroad it has also xecognlzed the 1mportani role‘df the’

Ambasqador aL Lhe overseas lcvel as manaqel for the'"

gatherlng and reportlng.ofﬂthls 1nformatlon'. Thls-responﬁlgn

51b131Ly of Lho Aml 16 S ad01 was lecently reaffllmcd by

PR -

I éee a grow1ng necd for B

CODerLl&Cd management beglnnlng dt Lhe naLJonal Jevel and
extending ultimately to the Ambassadorial level, for more
effective information gathering management and reporting

by all agencies in all aspects of foreign_concern./

At the national level, the Nationql Sccurity Act of
1947 and subscguent National Security Dircctives have
placed - upon the Director of Central Intelligence major
3

CRpDET

Gtk
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- SEGHE

_rcaponslblllty for the’ COOldlnﬂLlOn, analy51s, and pfoductlou
.of 1nf01matlon colloctod and needed by natjonal govcrnmenL
agcnc1eg.‘_The growing number of agonc1cs,whlch collcct and
produce information from their human réséﬁrces abroad

prompts me to request‘a management examihation of the human i
resourée information gatheringﬁand reporting procedures and

-activity of all agencies which perform such.functions. .

Accordingly, Mf; Vice President, I réquost that you
.undertake, iﬁ cidse consultation with the Djfécior‘of Central
Intellloencc and the Natlonal Security CounCLl a study for

the Dulposn of ropomuonaJno to mm approprlatc oxgdnwzaLlonu]

'“7Vproposals whlch w111 1nsure that the 1nformat10n gathorlng, ‘_ (

,, rcport1ng and ploductlon act1v1tles .of federal govornmcnf
agency human resources are ccntrCLly, cxpedltlovbly and
‘feffectlvely dlrected I would appr001ate a roport

.on.this: topic no-later;than_January'l,“l976.

Gerald Ford

4
Q"‘"T{‘i fn E:N
SRITHN|
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Support Structure for

.

the Jluman Sources Committce

i

. nmay This proposcs a permanent staffing
arrangement for the IHuman Sources Committec of USIB.
The new Chairman would be a full-time cmployee or be

bumma1y

- supported by a Deputy Chairman.

A permanent Secrectariat

should

be est

ablished.

‘A mininmum Sccretar

iat staff

would consist of seven professionals,.-one or

two assistants,

and at least two cleri

cals.

Most of the pTOfCSSlOHRlS

~ would be detailed to the Secrctariat on 2-3 year

rotational assignments from elements of CIA and from
other Agencies.

und Currently there are-no full-time
pcoplo wn1k1ng for the HSC. Genecral Wilson scrves as,
Chairman in'addition to ‘his more than full-time job as

Background.

Director of the Intclligence Community Staff.

The

Executive Secretary

serves at the same

time as the Deputy Chief of the human Scurces Group of the
Collection Guidance and Assessments Staff, DDI. Secre-

tariat support is provided by that G
‘sionals from. CGAS/HSG (in addition t

TOoU Four profes-
oL irovide

qZSpends most. ofi her time oniCommittee matters.. .

- Humint RED Program,

- support on a time-available basis; the HSC-sponsored CIRL
is also produccd in the Group;.onc senior secretary
AGiven o
.an. 1ucrcasc in. compei:n0 dcmqndq thc contlnuatlon of
the éxisting high level of HSC snpport is proolcmdt1ca1 Y
CActing Chajrman Wilson also receives assistance on HSC
~and other Humint matters from two. professlonals in .the -
IC otaif/Humlnt Branch.¢‘ - .

Changing Circumstances. The HSC becane a permanent
USIB committee in the summer of 1974. Since that time,
‘and- especially since the selection of General Wilson as
‘Acting Chairman, the Committee has.become increasingly
busy (and hopoiul]y productlve)

it consists of ‘five
major Objectives and several doaen Tasks. Certain of
these Tasks are of considerable magnitude (e.g., Project
FOCUS, the development of a National Humint Plan, the
the role of the HSC in the KIQ
strategy and KIQ evaluation programs). Additional .
Tasks are being proposed weekly, and the HSC has

become one of the most active of the USIB committces.

An Action Program, £or;€;ﬂ3 e

25X
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The activity of the HSC exceeds the handling
capacitics of the current part-time mechanisms. This
is the opinion of General Wilson and of the State, CIA,

Cand DIA Members of the Executive Steering Group.

" Though the Secrctariat and the Humint Branch of the IC
Staff work long and hard, important Committec tasks
arc being deferred because of the lack of personnel to
do the necessary work. And at this point in the history
of the Intellipence Community, it is especially important
‘that the DCI be given all appropriate advice and ‘assis-
tance by the HSC "in the discharge of his responsibili-

- ties for the efficient allocation and effective use of

- community resources for the collectiom of positive
foreign intelligence information through human sources," .
. Organizational Options. Presumably, the .Chairman
will occupy o slot provided by the Intelligence Community
Staff. The Secretariat could be placed either in the
IC Staff or remain located in the DDI (a la COMIREX).
Placement in the IC Staff would clarify any ambiguities
regarding the supervision of the Secretariat. On' the
other hand, the DDI option allows the Office.of the :
Chdirman to draw upon additional Intelligence Dircctorate

resources; emphasizes the DT role in support of the
;. Director as.-head of the .Intelligegnce Community; and 77
"such dispersion disguises the magnitude of Intelligence
Community-related support,” The DDI "option probably is =~
" lavailable’only if almost all additional Secretariat . o
slots are provided. from outside the Directorate. - If B
the Secretariat is maintained in ‘the Intelligence
Dircctorate, it should be at least a quasi-independent
unit, organizationally separate, but cocperating, with
CGAS/HSG. . e

e AT Dot

L. Sre e - e e e LR A S T (IR L

Assumptions. The need for permanent Secretariat
SUmMption S

staffing is Dascd upon assumptions such as the following:

‘A. A National Humint Plan is prepared
and updated annually. :

B. There is an increasced Committce role
~in the development of KIQ Strategy Reports and
a developing role re KEP. ’

C. TOCUS continues with incrcased staff
support. ’ :

h ™

GORFBENTIN
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v
"

D. A RED concern continues as does concern
with training and oricntation.

) E. Some sort of human sources inventory
is developed and maintained in conjunction
with CIRTSs.

“F. Guidance activities continue, to include
interagency airgrans, official/informal lctters,
Skylink calls, selccted manuals, and the CIRL
or some follow-up vehicle.. o o

G. - Resource studics are conducted for
consideration by IRAC and other users. '

- .MH._;Concern_regarding.relationships:with”
© other Committées4rcccives'increasing‘attention
et s (dnd committees such as IDC may be subsumed
-~ under the HSC). : -

. I. Some standing HSC.substructure is es-
- : tablished within the next year (e.g., a Guidance
. Subcommittee, a Subcommitice on Humint R&D).

St Slo t 'Li Ilg NC[‘d St SGC ‘at t ach ed.
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Proposed HSC Staff

Chairman G5-18 or cquivalent

(I there is not a full time Chairman, there
should be a Vice Chairman.)

Exccutive Sccretary GS-15/16 : -

“-runs the day-to-day business of the Office of the
Chairman _ '

»xserves as Chairman, Exccutive Steering Group, ‘
which has certain planning and review responsibilities

~-monitors for the Chairman the diverse activities
of HSC task groups, vroject lecaders, ctc.

--advises the Chairman on Committee matters

Professionals

oo % 65-14/15: Deputy Executive Secretary, Guidance
Coordinator (Skylink, manuals, -inter-
agency letters, cables, requirements,
briefings, ctc.)

¥ (GS-14 Assessments Coordinator (Project Focus,
: special assessments, precjects) ..

fLRGS 13/14 Planning Officer (National Humint Plan,
.. KIQ Strategies) : - . C o

o
{
¢

% GS-13/14 RED and Training Officer (R§D task team/
. subcommittce; concerned with adequacy

of training for collectors; special

projects)

% GS-13/14 Guidance/Assessments Ofﬁicér (also
TR PR -kgliaiSonﬂwith,oyért:cbllccfbrSIg-»;w<'

*((38-12/13 Guidance/Asscssments. Officer (aléd
o . liaison with non-overt collectors) = .

. Inventory Control Officer (maintsiiis
machine, record of size, location, :
Function,” cost “6f human Source col.
lcction/reporting elemcqts)

Clericals

* GS-09 Secretary to Chairman
* GS-07/08 Secretary

% GS-05 Clerk MPIN T S
‘ CORFERNTIA)

Suggest that professionals be
(with slots provided from contributing component)
Detailees could be two nn1 (possibly onc fiom
EBIS), one DDS&T, one DDO, two DOD, one State.

acquired on detail.
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